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ARG Education, Health Care) and taking action
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Yet, many of you might delay taking advantage
of this opportunity because you are uncertain
how to get started, and it takes effort to begin.

This booklet is a step-by-step guide for your
leadership team on how to use the Baldrige
process as a tool for conducting a self-assessment
and developing an action plan for your
organization. The Baldrige process provides the
atmosphere for leaders, managers, and all
staff to better recognize successes within
your organization and to implement valuable
improvements where needed.

Read further, and accept the Baldrige challenge
of excellence - to "enable your organization to
be more successful than you ever imagined."
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It is never too early to begin using the
Baldrige Criteria for Performance Excellence.

You do not have to wait until you are ready to apply for the Baldrige Award.
There are many ways your organization can employ the Criteria in the
early stages of your journey toward performance excellence. In fact, most
users begin with the Criteria as a source of information on managing for
excellence. Many organizations use the Criteria to build a common
language and to facilitate communication about performance excellence
within their organizations. Some draw on the Criteria to guide the
development of processes focused on performance excellence. Many
organizations also utilize the Criteria for self-assessment and action.
This booklet is for readers who are considering self-assessment and action.
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Why consider self-assessment?

Organizations cite many reasons for undertaking a self-assessment
and action initiative:

e Customers and/or competitors are driving a need to change.
e Your industry is in a state of flux.

e Your organization is in a leadership position, and you want to
make sure you remain there.

e Business is good, and you want to keep it that way.

e Your leadership team has committed to a self-assessment for
organizational learning.

e Your organization's values are aligned with the Core Values of the Criteria.

e You see a clear connection between your key issues and the systematic
approach embodied in the Criteria for improving organizational
performance practices.

e You could capitalize on one or more of the following benefits by
conducting a self assessment using the Criteria and implementing
action plans for improvement.

o Jump-starting change initiatives.
o Energizing improvement initiatives.
o Focusing your organization on common goals.

""The Baldrige improvement process isn't another thing to do; it is part of,
and causes you to do, the only things you need to do."

Earl A. Goode, President,
GTE Directories Corporation, D/FW Airport, TX,
1994 Baldrige Award Recipient
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Some of the indicators
of readiness are
listed below.

Senior leaders are aware of the key issues facing your
organization but need communication and employee
"buy-in" to take action.

Senior leadership supports a self-assessment, action,
and improvement initiative.

You have talked to the organization's opinion leaders
to identify possible objections to self-assessment and
action and their feedback strengthened your resolve
to self-assess and take action.

A leader for self-assessment and action is on your
leadership team.
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Introduction to Ten Steps for Self-Assessment and Action

Organizations describe different approaches for applying the Baldrige
Criteria in their self-assessment and action exercises. For example, some
engage all staff in the process; some select participants from a cross- section
of functions and levels; and some appoint a small group to represent all of
their colleagues. Some organizations look at all seven Categories
simultaneously, while others focus on specific elements within a single
Category before moving on to assess the other Categories. While there is
merit and demonstrated success in all of these different approaches, this
booklet describes one effective approach that has been used frequently in a
variety of small and large organizations.

This ten-step approach will guide your leader for self-assessment through a
process for using the Baldrige Criteria as a self-assessment and action tool.
The first step is to identify whether the whole organization or a specific part
of it will be assessed. Next, you will prepare a Business/Organization
Overview and then select champions and teams for each of the seven
Baldrige Categories. The champions and their teams will work as a group to
complete an exercise to become familiar with the Baldrige self-assessment
and action process.

4 Getting Started



Using that knowledge, your champions will lead their teams as they
collect information and data for assessing their respective Categories. Next,
they will create and communicate an action plan for improvement. In the
final step in the process, your teams will evaluate what has been done and
think about how to improve the process in the future.

(Please note that your organization's experience with and prior use of
the Baldrige Criteria may determine if you follow all of the ten steps in a
somewhat formal approach, or if your organization would benefit best by
an informal assessment. If you decide on an informal assessment - which
many have found to be a good place to start - you can complete the
exercise in a one- to two-day off-site meeting.)

Are you ready to learn more about applying the ten steps to self-assessment and
action in your organization? Let's begin with Step 1.
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:.Xa i1 Identify the boundaries of the organization
to be assessed.

PURPOSE: Ensure that improvements are
planned for areas over which the self-assessment
and action team has control, and that data
and information are consistently collected
from those areas throughout the self-assessment and action.

PROCESS: Determine if the self-assessment, action planning,
and implementation will cover the full organization, a subunit, a
division, or a department. Clarify what is included and what is not
to determine what will be evaluated. Indicate on an organization
chart what will be included in the self-assessment and action plan.

and action plan.

PURPOSE: Clarify expectations for the
complete the task.

PROCESS: Decide on the format for assessment and action.
You may write only a Business/Organization Overview, as suggested
in Step 3, if you are just getting started. You may decide on an oral
self-assessment report, a bulleted report, or a full written application as
used in the Baldrige Award evaluation process. Many organizations
start with the Business/Organization Overview and progress gradually
to more detailed levels of self-assessment and action.
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Write the Business/Organization
Overview.

PURPOSE: The Business/Organization Overview
is a statement of your operating environment
and what is relevant and important to your
organization and its performance. It will help
to ensure a common understanding among your self-assessment
and action teams about what is important, the key influences on
how your organization operates, and where your organization is
headed. The Business/Organization Overview guides your teams in
sorting and selecting the most useful data and information for the
assessment. A lot can be learned just by identifying gaps in the
Business/Organization Overview.

PROCESS: Review the page in the Criteria booklet entitled
"Preparing the Business/Organization Overview." Prepare a
response to the five sections in the business Criteria for Performance
Excellence. This includes a description of your organization,
customer and market requirements, supplier and partnering
relationships, competitive situation, and business directions.
(Similar points are covered in the education and health care
Organization Overview.) If there are topics you cannot address, you
might want to use these for action planning and need go no further
with your first assessment. Proceed to Step 9 on Developing
an Action Plan.

"Writing a Business Overview is a crucial step in identifying what is
truly important to your organization. By revealing strengths and key
gaps, it serves as a foundation for learning. In addition, by using teams
to prepare the Overview, you create opportunities for people across the
organization to communicate with one another, perhaps for the first
time. In effect, you are providing a common language so they can develop
a common understanding of their organization's purpose, activities,
and environment."'

Christopher S. Forman, Chief Executive Officer,
Pacific Theatres Corporation, Los Angeles, CA,
and Member, Baldrige Panel of Judges
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Select seven champions and teams, one
for each Criteria Category.

Action:

PURPOSE: Each champion will guide a team
throughout the self-assessment and action
planning process.

PROCESS: Select champions with leadership and facilitation skills
who have widespread knowledge of the organization. Advise the
champions to select team members with knowledge of their
Category as leaders and/or participants. Selecting team members
from different levels of the organization adds valuable perspectives
and information. Share the draft Business/Organization Overview
with the seven teams and ensure consensus on the information
presented and understanding of its use in the assessment process.
Finalize the Business/Organization Overview. If you identify
significant gaps or a lack of consensus in the Business/Organization
Overview, you may want to address these issues by moving to
Step 9, "Develop and implement an action plan for improvement."

""The scope and success of the self-assessment and action process are
proportional to the rank of its champions within the organization's
leadership system. The higher the rank, the more likely the assessment
will lead to significant improvements in organizational performance.'

P. George Benson, Dean,
Terry College of Business, University of Georgia, Athens, GA,
and Member, Baldrige Panel of Judges
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your seven Category champions using
Item 1.1 as a guide.

PURPOSE: Learn how to use the Criteria for '
self-assessment and action.

PROCESS: Read and follow the "Criteria Response Guidelines,"
especially the "Guidelines for Responding to Approach/Deployment
Items." Read the Criteria and the "Category and Item Descriptions”
for Item 1.1. Collect information and data to outline your key
processes in response to Item 1.1 questions. Describe approaches,
and explain how and where the approaches are used in your
organization. Prepare your response based on the information
collected by the champions. Using your Business/Organization
Overview to maintain a focus on what is relevant and important,
identify gaps and agree on your organization's key strengths and
opportunities for improvement.
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their assigned Items.

PURPOSE: Develop a draft response to each
Item using the expertise of your Category team.

PROCESS: Read and follow the "Criteria

Response Guidelines," especially the "Guidelines for Responding to
Approach/Deployment Items" for Category teams 1 through 6 and
"Guidelines for Responding to Results Items" for the Category 7
team. Each team reads the Criteria and the "Category and Item
Descriptions" for its assigned Category. Teams collect information
and data to outline the key processes or results in each Item.
(Describe approaches and explain how and where the approaches
are used in all parts of the organization being assessed for
Categories 1 through 6.) The Category 7 team works with the other
teams to link results to approaches. Prepare a response to the
Criteria based on the information collected.

""When several people are involved in assessing a Category, you learn
things you didn't know about your own organization. The different
perspectives add power to your self-assessment."

David F. Quattrone, Superintendent of Schools,

Indian Hill School District, Cincinnati, OH,
and Member, Baldrige Panel of Judges
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Share responses among teams and finalize
the findings.

Action:

PURPOSE: Arrive at a common understanding
of what the organization is doing.

PROCESS: Each team presents its findings to the

other teams. Teams clarify findings and add or delete information based
on the broader expertise among all teams and linkages across Items.
Teams reach consensus on the organization's approaches; deployment of
approaches; sharing, learning, and improvement processes; and results.
Teams identify overall themes that cut across Categories.

"Sharing findings among teams creates enormous leverage for
improvement. It highlights the systemic nature of the enterprise by
surfacing gaps in alignment and integration of everyone's efforts.
Furthermore, it enables the transfer of knowledge from one process to
another while providing a clear perspective on performance and the extent
to which excellence has been achieved."

Kenneth G. Best, Principal,
The Best Performance Group, Chesterfield, MO,
and Member, Baldrige Panel of Judges
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opportunities for improvement.

PURPOSE: Determine what your organization is
doing well and what could be improved.

PROCESS: Using your Business/Organization

Overview to maintain a focus on what is relevant and important,
each team identifies gaps and the organization's key strengths and
opportunities for improvement for its assigned Items. The seven
Category champions review the strengths and opportunities for
improvement across Categories identifying themes, linkages, and
cross-cutting issues.
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for improvement.

PURPOSE: The outcome of self-assessment is a
road map for improving your organization. An
improvement action plan will target initiatives.

PROCESS: Decide on factors for prioritizing opportunities for
improvement, including any resource constraints. Decision factors
could include linkage to strategic directions, impact throughout the
organization, cost, time to implement, people resources, etc.
Prioritize opportunities for improvement using your organization’s
Business/Organization Overview as a reference. Develop an action
plan for improvement including who will do what, by when, and
how. Communicate the plan to the rest of the organization.
Implement the plan.
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Evaluate and improve your
self-assessment and action process.

Action:

PURPOSE: Regularly scheduled self-assessment
and action are key to ongoing improvement.
By improving your self-assessment and action
process, teams can reduce cycle time, gather
more useful information, improve action plans, and achieve
better results.

PROCESS: Seek input from teams and champions on what worked well
and what could be improved the next time self-assessment, action
planning, and implementation occur. Utilize this input to improve the
self-assessment and action process. Schedule a re-assessment. Consider
a more in-depth assessment using the "Scoring Guidelines” found in the
Criteria to assess your rate of improvement. Many organizations find
an annual or biennial self-assessment, planning, and action cycle to
be appropriate.

"Each time you complete a Baldrige self-assessment, your insights
become sharper and more in-depth."

David McClaskey, Senior Technical Associate,
Eastman Chemical Company, Blountville, TN,
and Member, Baldrige Panel of Judges
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Now that you are familiar with one approach, you'd like to conduct a
self-assessment and take action for improvement. What steps can you
take to prepare yourself and your organization?

1. Share this Starter Booklet with others in your organization.

2. Have one or more people from your organization attend the
Quest for Excellence and/or the Baldrige Regional Conferences
to learn more about the Baldrige Criteria.

3. Contact your state or local award programs to find out
what resources they can provide.

4. Have someone from your organization apply to become

a Baldrige or state Examiner and learn from others in and
outside your industry.

More information on these opportunities follows.
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Resources on Self-Assessment and Action

The Baldrige National Quality Program (BNQP) provides:

1. The Criteria for Performance Excellence
(Business, Education, and Health Care).

Individual copies of the Criteria booklets are provided by the Baldrige
National Quality Program. Each booklet contains Category and Item
requirements, Core Values and Concepts, and a glossary of key terms.

2. Information on:

State and Local Baldrige-Based Award Programs

Many of these programs provide consulting assistance in the area of
self-assessment and action in addition to their award program functions.
Located in nearly every state and in some communities, these award
programs offer not only more extensive award eligibility opportunities
than the national Baldrige program (extending to not-for-profit and
for-profit organizations alike), but also multiple application levels (recognizing
applicants early in their improvement efforts as well as organizations with
more mature approaches, deployment, and results). They all provide review
and feedback.

Baldrige Examiners

Examiners can help you understand the Criteria and how to apply them
in your self-assessment and action efforts. Examiners receive training each
year on the Baldrige Criteria using a case study learning methodology.
In addition to reading and scoring Baldrige applications, Examiners serve
as "ambassadors," often speaking about the Baldrige Criteria, the Award
Program, and the value of self-assessment and action in organizational
improvement. You can apply to be an Examiner and, as such, receive
training and network with others interested and experienced in
self-assessment and action.

Baldrige Award Recipients

The recipients take their responsibility seriously to serve as performance
improvement advocates, share their strategies, and serve as role models.
Many undertake ongoing self-assessments using the Baldrige Criteria and
can share their experiences with you.
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Resonrces
Upcoming Conferences

The Baldrige National Quality Program annually sponsors the Quest for
Excellence Conference and four Regional Conferences. Current and past
Baldrige Award recipients discuss their role model approaches for
addressing the seven Baldrige Criteria Categories. These conferences also
provide attendees the opportunity to learn about the Award recipients’
self-assessment and action practices.

The Baldrige National Quality Program Welcomes Your Inquiries:

Baldrige National Quality Program

National Institute of Standards and Technology
Administration Building, Room A600

100 Bureau Drive, Stop 1020

Gaithersburg, MD 20899-1020

Phone: (301) 975-2036 Fax: (301) 948-3716
E-mail: ngp@nist.gov Web site: http://www.quality.nist.gov

The American Society for Quality (ASQ) provides additional resources
relating to the Baldrige Program and self-assessment and action such as:

1. Videotapes - Baldrige videotapes, "Quest for Excellence,” "Why Apply,"
and "A Uniquely Rewarding Experience,” highlight Baldrige Award
recipients, address why you should apply for the Baldrige Award, and
discuss the benefits of being a Baldrige Examiner, respectively.

2. Case Studies - Baldrige case studies are used to prepare Examiners for
the interpretation of the Criteria and the Scoring System. The case studies,
when used with the Criteria, illustrate the Award application and review
process. The case study packet is illustrative of an application for the
Baldrige Award and is useful in understanding the benefits of the Baldrige
process, as well as for self-assessment, planning, training, and other uses.

3. Bulk Orders - Multiple copies of the Criteria for Performance Excellence
(business, education, and health care) may be ordered in packets of 10.

To order, contact ASQ:
Phone: (800) 248-1946 Fax: (414) 272-1734
E-mail: asq@asq.org Web site: http://www.asq.org
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Baldrige National Quality Program

National Institute of Standards and Technology
Administration Building, Room A600

100 Bureau Drive, Stop 1020

Gaithersburg, MD 20899-1020

Phone: (301) 975-2036

Fax: (301) 948-3716

E-mail: ngp@nist.gov

Web site: http://www.quality.nist.gov




